

secret » 

13 April 1977 


£<L £ yt Q 

^ & o p ^ 


MEMORANDUM FOR: 


25X1 A FROM 


Deputy Director for Applications, ODP 
Deputy Director for Processing, ODP 
Chief, Special Projects Staff, ODP 
Chief, Procurement Division, OL 


ief , Management Staff, ODP 


f ; -t? (1 t / * 2. ) 


SUBJECT 

REFERENCES 


Memorandum for Executive Advisory Group Members 

a. Memo for EAG Members from Comptroller and 
D/ODP , dtd 28 March 1977, Subject: Central 
Planning and Control of Automatic Data 
Processing, (COMPT 77-0514) 


b. Memo for EAG Members from D/ODP, dtd 
5 April 1977, Subject: Definitions of 
ADP and ADP Personnel, (ODP 637-77) 


The two references are attached for your information, 
to advise you of the ADP matters that are of concern to members 
of the Executive Advisory Committee (EAG) , and for your evaluation 
of the impact of the various recommendations upon your organiza- 
tion. 25X1 A 


Atts: a/s 



E IMPDET CL BY 


27* 
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■ 8 MAR 1977 

i$pRd&MDUM_20R: Exeauttva-Adyi^oTy^Orsap Members — ju»— — 

SUBJECT : Central Planning and Control of Automatic Data Processing 


NEED FOR 1 M FPRQyK .M E NT 

In a 16 December 1976 memorandum to Executive Advisory Group (EAG) 
members, the DIXT defined four fundamental issues he wished the EAG to 
resolve in order to improve central management of automatic data pro- 
cessing (ADP) within CIA. He asked the Comptroller and the Director of 
Data Processing to make joint recommendations at the next EAG session on 
ADP with inspect to the first two issues, which were these: 

“First, how can we m onit or c urrent month-by-month use of the central 
services provided by the Office of Data Processing (OOP) in such 
a way as to ensure visibility to top management of the many demands 
being levied on ODP by Agency components and permit Agency-level 
decisions to be made on priorities when contentions for limited ODP 
resources arise? Tne proposed ADP Resource Allocation System which 
the Director of ODP summarized for us (at the November EAG meetings 
on ADP) represents one way we might accomplish this, what other 
options are there? I want the Office of the Comptroller and ODP to 
outline the options available to us so that we may decide among them. 

Second, what can be done to improve top management's ability to plan 
fo r f uture ADP resource requirements so that we may assure ourselves* 
that the large ADP budget increases we are experiencing are in the 
overall interests of the Agency? How can the key ADP investment 
issues we face be brought forward for top management review bo that 
we may establish guidance for the budget planning process? I f ' " 
like the Comptroller to review existing ADP program planning; 
cedures and suggest changes which would improve our i 
on major ADP investment issues— including those which 
under OOP's jurisdiction, as well as those which do. 
done for the same EAG meeting." ILLEGIB 7 

In his memo, the DDCI pointed out that during 
the Committee on Foreign Intelligence (CFI) and the 
Budget { OMB ) had said that central management of t’ 
should oe improved. The cuts they imposed were in 
tended to stimulate such improvement. This point 
9 February 1977 when the Policy Review Committee ( 
the CFI, included the following admonition within i' 
to CIA: "Give greater emphasis to control of 
senior management with the means of reviewing ADP 
a user point of view. '* 


r " o 1 
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There seems to be no question that improved means 
and control o£ the use of ADP r esources are £ desitable an d the 

extent Sh^enSrs arable to devote time to this pursurt. 

PLAN NMIG (Issue # 2 ab ovej 

in an examination of a ^ r ^j!!pi a ^ing ^Plannin^is preliminary 
second issue identified by the . P s ^ here Q f ADP activity. The 
to monitoring, and it encompasses_a 9^,.^ on the cen tral services^ _ 
first issue — one of contro . . -'free" to Agency components requesting 

?"d » SoSSMy Sfumitel resources of the 

components themselves. 

Planning is geared to the budgetary process. 

"The ADP Budget" 

As things stand, the Agency's "“^^does^not 

coherent budget or program a - • office of the Comptroller from 

which are put together each yea Y cornpon ents prior to presentation of 
special ADP schedules submi y ^ r an summary was provided 

the CIA budget “ .f^fig^eiediequest) , in the saAe OMB-prescnbed 
to Congress as -well (at its rcneweu i 

format. 

Our ADP budget is a J; so rath ^ k ^q 1 - ^increasingly' difficult to define 
technological progress which is making ^ spec ill-put pose NPIC computers 
clearly what constitutes ADP. Eo ^«fV>r 0 ie C t AD3TAR (to store documents 
are excluded from the ADP , _ OC ia als o excluded, although it is 

in an automated micrograipbiic y -! -gg a s i m iiar project (DORIC) within 
managed by ODP and although I So tions ' 0 f 0 ur SIGINT, communications, 

the ADP totals. Separating the P° proven to be difficult. It has 

printing, and word-processing activiy h P people who perform ADP 

also been difficult m many instants to dec^ ^ several fes310 nal 

tasks should be identified ,■ n desk-side computer terminals. 

Are^they Se/computer progra^ers who analyzed 

Deficiencies notwithstanding SIMS on 

by the CFI and OMB for FY J only continuing to increase 

for SAFE) shows that ADP expenditures are not Y o£ the Agency's total 

steadily, but are consuming an ever increasing p 

Budget: 

-i '■) D 


FY 1976 


FY 1977 


FY 1978 


! 25X1 A adp Budget 

i Percent of CIA Budget 
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A breakdown of the FY 1978 ADP summary by component, in descending 
order of resource requirements follows. Note that central services 
provided by ODP account for about half of both total funds requested and 
total associated workyears: 


Funds (in millions) 


Workyears included 


ODP (central services) 
NPIC 

O/DDI ( SAFE ) 

I5S (DDO) 

OL 

OCR 

OEL (0S0) 

03 

OWI 

ODE 

ORD 

Other components (9) 


25X1 A 


25X9 


Totals 


2.2 Existing ADP Planning Procedures 

i 

Currently, there are no procedures at all for central management 
£Qviev/ of the ADP budget. As a result, no comprehensive Agency wid<~ 

ADP planning takes place and no centrally conducted appraisal of the 
cost effectiveness of any of^tiie individual ADP systems is performed. 

25X1 A While ODP is charged (in HR with reviewing proposals by Agency _ 

components for sizable procurements, this is done purely from a technical 
point of view, without passing judgment upon the need for computerization, 
The Agency has taken the position before its budget examiners that its^ 
large ADP systems have nevertheless been reviewed very thoroughly at 
upper management levels for cost effectiveness (e.g., SAFE, NPIC’ s New 
Data System, and COHIREX’s Automated Management System), as have ODP. 
expansion plans, and that its smaller systems have been properly reviewed 
within the context of the functions they perform, at the directorate _ 
or office levels according to their magnitude. We have maintained r} a r..,, 
ODP's central services, while they are "free" to components, . -- 

in check to a satisfactory extent by directorate and office ADP 
Officers. 71711 

How much central planning of ADP, as such, is really^nece^sa - . ^ 
to satisfy our own needs and to satisfy our Budget examiner^. | 

■ - • f ••• 

2.2.1 Problems in ADP Planning 1.138 

ADP is most difficult to plan (and subsequently contcon^cc^^^^g 
as a result of the following considerations, which are Y 
unique to this Agency: iSlBKllI 
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a. The definition problem, mentioned above, is very troublesome, 
particularly as ADP becomes an increasingly integral part cf 
many of the things we do on a decentralized basis. 

b. ADP decisions involve technical complexity which often hinders 
the presentation of key issues to general managers in under- 
standable terms. 

c. The ADP budget is made up of numerous bits and pieces which are 
difficult to aggregate for clear-cut decision-making; yet it 

is not enough to review only the large projects if cumulative 
growth is to be successfully controlled. 

d. The use of existing ADP systems, the need to effect improvements 
in them, and the many moderate initiatives which typically arise 
during the operating year have proven very difficult to predict 
with any specificity two years in advance for the normal program 

review process. 


2.2.2 Better Information 

The above problems will never be completely surmountable. However, 
better information regarding planned ADP activity, properly presented in 
a form which can be, understood by central management, can go a long way 
toward their alleviation. 


A significant step has already been taken in this regard: fhe 
1979 Program Call, for the first time, requests (1) that all resource 
packages submitted by components this Spring include a statement of 
their ADP requirements (funds and positions), (2) that components ^ubm 
ADP summaries for the June review process (as well as for OMB and Congress), 
(3) that* ADP requirements be included in components’ five-year promotions, 
and (4) that requirements for new systems be fully explained and justified 

within program packages. 

•Basic information, therefore, previously unavailable at review time, 
will now become centrally available from program submissions. This d ta 
can be constructed by the Office of the Comptroller into a special presen- 
tation, within the Agency Program Book, for EAG discussion and DDCI decision. 

The Question remains one of scope. Certainly, the EAG will wish to 
compare the overall ADP totals and the general thrust of our Agency-wide 
ADP activity. Beyond that, the EAG may choose to perform little aoditional 
review, to direct further attention to significant program elements, or 
to examine the entire ADP program in some detail. 


2 . 3 Planning Opt ions 

More ‘specifically, there are four basic options. 
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2.3.3 


25X1 A 

2.3.4 



Option 1 


Limit EAG review to a broad overview of the F Y 1979 ADP program which 
will be formed fiom the individual proposals of separate Agency com- 
ponents, concentrating on such things as comparisons with FY 1978 
directorate shares, and broad functional breakdowns of use (e g 
for administration, imagery, SIGINT, namechecking, intelligence’ ' 
analysis), while this may sound like very little, it would in 
fact represent a significant departure from the past, in which 
no such review has been undertaken. The disadvantage of this minimal 
effort is that it provides very limited ability for tne EAG to 
modify the ADP budget intelligently or to appraise any trade-offs 
properly. This approach would consciously perpetuate the current 
delegation of ADP decisions to the directorates and offices, at- 
least for the time being. 

O ption' 2 

In addition to the above, the EAG would focus its attention uoon 
tee most important elements of the program: SAFE, NPIC 1 s New Data 

0Dp,s expansion plans, and any important new projects iden- 
tified by the resource packages. 

Option 3 

The EAG wo'uld concentrate additionally upon the key projects of 
the other components spending more than 8250 thousand on ADP (ISS, . 

L, OCR, CSO, OS, OW1, ODE, and ORD, as set forth above) and on 
the approximately 20 projects run for various components by ODP 
which are expected , by ODP's best estimates, to cost more than 
£ 2 ? 0 thousand in the Program year. Another threshold might be chosen, 
but this one is convenient and would permit close scrutiny of about 
percent of the ADP budget. 


Option 4 


The EAG would examine the entire projected ADP budget, which would 
be presented, insofar as possible, in terms of understandable pro- 
jects, conveniently aggregated and highlighted (e.g., STAR, the 
personnel system, the accounting system, etc.). 


No additional resources are reguired to exercise any of the Aboye op- 
tions, except that increasing amounts of managerial time on the part bt 
ODP, the Office of the Comptroller, and EAG members themselves would" ob- 
viously be involved. * * 4 


■ d-'cr: 

I 


b~C:t" 


Recommendatio n 

Option 3 is recommended. Focusing upon the major ADP inv* 
issues, it appears to satisfy best the expressed wishes of the 
his statement of the issue above. Options 1 and 2 do not appe«. 
enough, though option 2 would provide a respectable initial effor 
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year. Option 4 is problematic, in that ODP's 50 percent of the ADP budget 
cannot be broken down precisely by project or even by using component two 
years in advance and is best managed through a control mechanism which 
functions throughout the operating year, discussed below. 

Option 3 would allow the EAG in June to set deliberate ADP program 
totals, to agree upon functional application areas which should receive 
emphasis, to make realistic resource adjustments among the large ADP 
projects as necessary, to curtail any project initiatives which appear 
to require further study, and to review ODP expansion plans. This approach 
would also best complement, the option recommended in the following section 
to control requirements for the use of ODP's central services. 

Whichever option the RAG selects, the planning process should be 
augmented during next year's (FY 1930) program review process through 
EAG consideration of ADP as a key topic for the provision of guidance 
prior to program preparation by individual Agency components in the Spring 
of 1978. 

5 Pol icy Planning 

Planning has been discussed above exclusively within a program 
and budgetary context, because that is the way the planning issue was 
framed — reserving consideration of ADP organizational issues (the latter 
two issues defined by the ODCI in the above-cited memorandum) for dis- 
cussion at the next FAG meeting on ADP. Nevertheless, it is important 
to emphasize here that central ADP planning should involve more than 
programming and budgeting if ADP is to be kept cost effective. 

We keenly feel the need for an inter-directorate ADP policy planning 
committee which would function just below the EAG level. Prior to RAG 
consideration of quidance for the FY 1980 program, this committee would 
hold a series of meetings to discuss Agency-wide ADP goals, issues, oppor- 
tunities and priorities, and to produce a multi-year plan as a basis for 
the subsequent establishment a of EAG policy guidance. The committee could 
also serve a role within the budgetary process itself next year by meeting 
to review the presentation of ADP in the Agency Program Book immediately 
prior to the EAG review itself. It would certainly find other opportune 
times to meet as it becomes established. 

This committee, we suggest, would probably best be composed of the 
directors or deputy directors of the major offices using ADP (NPIC, OCR, 
and ISS), would include representatives from OC, OL, OS, ORD, Ops/Cen. , 
and the O/Ccmpt., and would be chaired by the Director of Data Processing. 

We believe the EAG should withhold decision on this pcirticuiar 
proposal, however, until the next EAG session on ADP, which will discuss 
related ADP organizational issues. 
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MONITORING THE USE OF CENTRAL SERVIC ES (Issue #1 above) 

x. section will address the first issue identified bv the DDCI 

that of devising a means of monitoring the current month-by-month use 
of central ADP services provided by OOP. 

I ntroduction 

. These services represent a finite resource which is normally acquired 

in large blocks because of economies of scale and limitations of th° hardware 

reorespn? *0* aVallable * The capacity of our hardware systems does not 

ThevwSl llmit °? h J w rnuch work an y 9 ivGn system can accommodate, 

ley will accept an overload, but service degrades and backlogs occur. 

ng overload periods service becomes inadequate and unacceptable. 

order R to e satisf5 a npS ^ planned when new systems are acquired' in 

r to satisfy peak workloads and orovide for qrowth There are c nnts 

views in the Agency that this reserve capacity should be usS just because 

it is there it is paid for, and it is "free." However, as this reserve 

procured lbhastens , the da ^ when a larger system must be 

“ ““ f ; T1 ? a most effective way that major hardware expenditures for 

capacity mTthe is to cont,:o1 the iSS of current system 

capacity and the rate at wmcn reserve capacity is consumed. 

Accordingly, it is our view that senior management needs to do more 

to do m that°sinceU97r m ° nth T .° f , c f n . tral services - (It has been able 
to do tnat since U97d, as explained below.) Senior management must also 

con trol tne month- to-inonth use of central services. 

The Present System of Monitoring 

tbe beginning of FY 1973 OOP started distributing a monthly Project 
ctivity Report to each office using central services. This reoort which 
was forwarded to office directors, contained detailed charges for each of 
the services at the project level. In FY 1974 a Resource Allocation System 
was approved by the Agency .Management Committee to improve management control 

no ci2? reLc^hn! Servlc f s - , Thls system was unLccessful^cause 
1 r responsibility was established for review and control of central 

services. Therefore in FY .1975 office and directorate S “ontrol Sfficern 

the e b2innina e ^f t ?h re f - ew F equests for allocations of central services at 
e beginning of the fiscal year and changes in requests durina the fismi 

bec^se SrSAo^f SOUr “ All0 Pf i0n SyStem was not continued in FY 1975 
t Comptroller was not able to reach an agreement with the direc- 

capacitv l for 0DP services to the available 

overstated -nd St- S thab th f components' projected requirements were 
erstated ^nd the actual workload was within the existing capacity.) 

i-w ltl0nthly reports showing the consumption of ODP services 

Oy each of 41 Agency offices and divisions are produced. For exS.Se it 
is possible to determine how much of the service given to the Office of 
f 1 nance went to the Financial Resources System. 
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Officers . mt Thev Y are^expected toTro^iV^th 1 ^ and directorate ADP Control 
services and to 

Option s for Monitoring and _Contr ol 

control ^he'use^of^cpntral^ervices -nagement to monitor and 

capability, such as the current sv-tem w'mvTT 2 ° n J Y provide a monitoring 
is provided to each component. oSer ootfonS S n°f! what . level of ADP services 
for Agency management to control ao wc >i? . S W ?^ lc Provide on opportunity 

could place specific limits on the’level of services toT exam?le ' management 
component and then monitor the use nf SLof seivices to be Provided to each 
could review and aoorove cron •• f i ■ services. Also management 

that their use of ADP services is , requirin 9 ADP ^ice to ensure 

for component management itself to^controf ? ptl0n WOuld provide 

budgeting for ADP servi^ S ? the use of ADP services by 

option Agency-level management coni f ° r serva ; ces rendered. Under this 
Program is b4ing leveled U and oontrol as Agency's 

to monitor In^conSoflts^eScHS^ thilt 1 “^ever option is chosen 
the amount of management time that directly proportional to 

chosen shouid have a link to the Dl^nn? 1/h^ ; ■ Furth e™°re, the option 
of central ADP services 0D D should g ^ bud t ,etln 9 process. The provider 
in which the service is used'becauto this tD contro1 the «™er 

interest situation Insteto ™ “i , “S u . ld P lace 0DP in a conflict of 

managers who are reccivta tsSSif j be effected »*'tbe same 
Agency resources. ' 3 St. Ideation and controlling -the use' of other 

Specific O ptions 

Each option a oould P stond Z* contro1 are examined below, 

to take advantage of a sttong Mature ? C0 ' nb , lned V lth a "°tber option 
option are possible 9 Ieatuce - ^eral variations of each basic 


3.4.1 Analy sis of Trends - in Monthly Use (Option 1) 


each £££ F XlVXi sh«s°thet' ^ *«*— 

changes from previous months iulfll'l' 1 !: 1 !' 2 ' 13 would dis cuss significant 
ns well as t£ total' 0 ^ 0 ™^^“^^^ "2“ 

meeting irdSir^^^e^nforStir 16 ^-^^® m ° nthly Comptrollers^ 

fact and no limitahons woulI SfpScS^ toe letofo?^ 10 "-^ attet - the - 

can use. p dt '“ a on tne level of service components 
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3*4*2 Resource Allocation (Option 2) 

by • level of At* service 

rate plus any major new requirements. By lif ting the^lloo^ COnsuiT,ption 
consumption of reserve ADP ramn'h, r lng the allocation, toe 

allocation process conflict inform- 6 ?° ntrolled : D ^ in 9 the 
Comptroller. Monthly resort- q^on COLud be examined by the 

by ODP. These reports would hp acbual ^consumption rates would be Drovided 
meetings and a prwLLn S meet unevZr f 1 " 9 , thH monthl V Comptroller's 
reallocation decisions. Service ™ t? ,° te f ne< 7 cs "’Ould be provided by 

is exceeded unless management decide- ot-ho^™ 103 ^? • if an allocation 
a positive control overgrowth. ° ‘ X&e ‘ J ' hls option could provide 

3 * 4 * 3 Project Review (Option 3) 


“ProjMicr^StrSf ^““'“Juircents^in the form of 
would also include a statement of w hv f ® ervxce neeb ed. Each, project 
cation tied to tte comoonenMp “ needed with the justifi- 

EAC for review. The EAG would be advised' of' j»tete“rantr f cesen ? ed t0 016 
accommodate proposed projects withont- nymnn' \ centLal service can 

approve or disapprove the projects and could^oi’ Tnen bhe EAG would either 
Project Activity iteoort could be u4fo^-f priorities - The existing 
In addition, special monthly reooSfon a of ,nonth “to-^th activity. 

Which had been reviewed an/vaildat^couM be 

,4 ’4 Chargeback (Option 4) ’■ 

provides. W °The sch^dule^ould be^rJcturcd^S Vari ° US central services it 
of rates. The using components would reasonabl e stability 

purchasing central ADP services at ™ ln thoir bud 9 ets for “ 
each fiscal year a PRA-type account^or^he'p p At the ginning of 

established for each rnmnLanh m 7°f the ° e central services would be 

components sh«i' g Ihe^Sn^ptSn^ SS’” 48 ”°“ ld . be pr ° vWed *> 
new equipment probably should not be inol urioT^'n Ca P ltal outlays for major 
revolving capita! fund could bHstabliSS -S th ? cate schedule unless a 
separately for major equipmen^S?^ ' , OOP would budget 

5 Analysis -of -Options 

and weaknesses in the following areas COmpared below in terms of strengths 
*’ ADP i °e r vices amen m ° nit ° rinp of -onth-to-month use of central 

b. senior management control of priorities and growth; 

C. Visibility of cost/benefits of ADP use; 
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d. link to planning and budgeting process; and 


e. cost to establish and administer. 

3.5.1 O ption 1; Analysis of Trends in Monthly Use 

This option provides good visibility of month- to-month use of all 

to contuse iS “ <**>««»«* for mLgLnt 

control use. It is not possible to determine the cost/benefit before 

an investment has been made in a system. This option could be used to 

resolve short-term priority issues but it does not provide a link to 

planning and budgeting. There would be no additional costs to i mol Client 

to tovTew 1 the er m o«hly Y reports? ePt ^ by management 


3.5.2 Option 


Resource AJ. location 


3.0.3 


Ihis option provides good visibility and the opportunity to control 

tto ° r divisl °' 1 level - ■ value would be to control 

he rate at which . reserve ADP capacity is consumed. There would not be 

any lin.i to planning and budgeting for additional ADP capacity This option 
could be used to resolve short-term priority issues. It^lSes not provide 
ne necessary visibility for cost/benefit comparisons. The cost and 

ime to implement this system would be minimal except for the tim* u^ed 
for monthly review. ^ ^ Uoea 

f - 

Option 3; Project Review 

_ .TRis option provides complete visibility of the level of ADP resource- 
requiied for each magor application. The benefits derived by the user 
office from the use of these resources would be clearly identified as 
1 as 1:he impact of each application on the capacity of the central ADP 
esource. Senior management would have the opportunity to control use of 

to toe S mibSon''dF h H U ’ e £UU kn ~ led9e of the “P act of approvavSsapproval 

on the mission of the user = component. The consumption of ADP resources bv 
pproved major applications could be monitored on a month- to-month ba^is ^ 

descSted e in e the°PLANTI\r eadi r t0 the planning and budgeting process 

in?HaTK, PLAm1 ^ section aoove. The costs to implement would 

H y . ude approximately 24 hours of senior management (SAG meetinq) 

less time e wonTd a b d CUrrent major plications. Thereafter much 9) 

Droiec Jq wT^ 1 ^’ 50 -^ 1 ^ t0 reV1SW nGW P r ° 3 ects and previously aporoved 
p gecus with significant increased requirements. In addition there would 

be heavy involvement by user offices and ODP in oreparing project information 
for management review. This is the only notion that provides senior 
management with ability to review ADP justification from a user point of view 

iS ZVtZ 9UidanCe f ° r " U79 - in, plantation™' 
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3.5.4 Option 4: C hargeback 


This provides visibility and the opportunity for management control 
during the budget process. Because it places full responsibility on using 
components , it would require a minimum amount of senior management time. 

In addition, it could provide many of the advantages of Option 3, Project 
Review, above, but there is danger that resources for ADP would become 
buried in the overall budget. Because of the uncertainties this option 
could introduce into ODP planning and budgeting, regulations probably 
should be published prohibiting user components from obtaining services 
from other sources for a three to five year period until the Chargeback 
system has a chance to stabilize. The cost to develop and implement would 
be about $400,000, including five workyears of development, and the cost 
to administer would include at least four full-time positions in ODP 
plus annual computer facility operating costs of $150,000. Additional 
manpower would be required in each user component. The time to implement 
would exceed one year. 

3.6 Recommend a t ion 

Project Review (Option 3), coupled with the planning procedures 
recommended above, represents the most practical and effective approach 
to managing the growth of central ADP services in the Agency. Resource 
Allocation (Option 2), while less effective as a planning vehicle, would 
provide for effective near-term growth control. 

1 " - 
4 • IMPLEME NTATION PLAN FOR RECOMME N DED ACTIO NS 

We recommend that the EAG: 

a. Establish a deliberate ADP budget during the Agency program 
review in June — focusing broadly on functional use of ADP, 
on the key computer projects of Agency components that will 
spend over $250 thousand on ADP during the program year, on 
ODP-supported projects which are expected to cost over $250 
thousand, on ODP expansion plans, and on any important new 
projects identified by components' resource packages. 

b. During the operating year, perform a thorough, systematic review 
of the cost effectiveness of all major projects which are 
currently supported by ODP's central services— to be presented 
in a brief, understandable format so that justifications may 

be appreciated from a managerial point of view. 

These two recommendations should serve to satisfy both our budget 
examiners and ourselves that the Agency has reviewed major ADP investment 
issues in establ ishing its FY 1979 program and should provide a sound 
procedure to control the use of ODP's central services. 
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We have avoided detailed elahnraH™ ^ 
the other options we have presented in order and of 

them with a minimum of complication. Much work wiff^ ’^decide among 
arrive at a precise means of .implementation foil ^ ha , ve t0 be done to 
direction. We envision, however this’ t l h !h P ^ ng . ^ receipt of EAG 
two recommendations: ' imetable if the EAG accepts our 


April -July 1977 

May 1977 
June 1977 


August- 
November 1977 

December 1977, 


1978 


25X1A 


STSSS 1 ° f pr ° dect ^view system and 
t project .presentations by ODP with the 
participation of user components; 

F??cm 1 AnD preparation EAG review of 
i j. 1979 ADP program; 

mnJ e . Si ? n ° n AnP P ro 9 ram (within the 
p“Sf sessi0ns on the total Agency 

24 hours of EAG meeting time to review 
ODP-suppor ted projects ; 

fooo PrOvlsL0n of guidance on ADP for FY 
1980 program preparation (within the context 
ol guidance for the total Agency program); 

Same schedule, but much less of an EAG working 
since the EAG review of ODP-supportS pro5ec?s ' 
would concentrate on new initiatives and on 
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ODP 637-77 
5 April 197*7 


MEMORANDUM FOR: Executive Advisory Group Members 


SUBJECT 


. Definitions of ADP and ADP Personnel 


1. SUMMARY 

summarized below are the present ^“f^^uthoritltive 

»a i SsSSE3sf'4u > «rf' 

i*‘EI t^vssssfJss-Jnn 

CIA. 

2. BACKGROUND 

The basic law from which all 

guidelines in government-wide ADP procure October 30, 

derive is Public Law 89-306 or the Brook s Br 11 ^ rMnent _ 

1965). Derivative from the Brooks Bril discussion! 

wide policy directives of interest in un , 

rcA > a Pprlpral Management circular 74 2 *• sj 5 -*** 

dated a Febru§ry^237^f?4 /” ai~^DP~management^Tn7ormation^^^^^^^ 

system. This circular prescribes ^ 

for the continuing development functional use, and 

system (MIS) containing inve: ^tory, f ^ ADP tyitlWr^ 
financial management data on ^eral F l de ral F-milstion* 

(EMC 74-2 is codified m the Code or 
as 34 CFR 2 81). . 


n : • »■>■ 

| > ? #r, 


b . GSA 1 s Fede ra l Man a yjo nt^lrcul ar^^ 3 

dated July”3irr 19 ^ utilisation ?%/***„ 

for the management, acquisitio , 

equipment (ADPE) . software, -»“«““Si 1 S t n 
vices, and supplies cpR 2g2) 

of Federal Regulations a 

, Q „ a-ii, dated July 
c. OMB^ Circular &nd sub 

with guidance for the ,? T equests data for 
budget estimates. A ^“Son, and wroMff 
on the acquisition, operas 


MSm mmm* -x 
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FMC 74-2 and FMC 74-5 provide definitions on ADP equip- 
ment, while OMB A-ll provides a framework for a definition 
of ADP personnel. 

3. AVAILABLE DEFINITIONS 


a. FMC 74-2 provides the following definition 
for ADP equipment: 

ADPE includes "general purpose and special purpose 
(built to Government specifications) electronic 
data processing equipment and punchcard accounting 
machines irrespective of use, application, or 
source of funding." 

For the purpose of reporting, however, the FMC 
exempts analog computers (but not the digital portion 
of a hybrid system) and ADP equipment "which is both 
integral to a combat weapon or space system, and 
built or modified to special Government design." 

A partial exemption from reporting is also provided 
for control system equipment, defined as "ADP equip- 
ment which is an integral part of a total facility 
or larger complex of equipment and has the primary 
purpose of controlling, monitoring, analyzing, or 
measuring a process or other equipment." 

t 

b. FMC 74-5 provides the following definition of 
ADPE: 

"Automatic data processing equipment (ADPE) means 
general purpose commercially available, and mass- 
produced automatic data processing components and 
the hardware systems created from them regardless 
of use, size, capacity, or price that are designed 
to be applied to the solution or processing of a 
variety of problems or applications and are not '11^ 
specifically designed (not configured) for any 
specific applications. It includes: _ _ : L 

.. 4 S 

"a) Digital, analog, or hybrid computer^v&p-* 
ment; and/or . 

"b) Auxiliary or accessoral equipment such as 
plotters, tape cleaners, tape testers, 
source data automation recording equipment 
(optical character recognition equipment, 
paper tape typewriters, magnetic tape cart- 
ridge typewriters, and other data acquisition 
devices) , to be used in support of digital. 
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analog, or hybrid computer equipment, either 
cable connected, wire connected, or self- 
standing and whether selected or acquired 
with a computer, or separately r and/or 

"c) Punched card accounting machines (PCAM) 

used in conjunction with or independently 
of digital, analog, or hybrid computers, 
and 

"d) Data transmission or communications equip- 
ment that is selected and acquired solely 
or primarily for use with a configuration 
of adpe which includes an electronic 
computer. " 


c. OMB Circular A-ll refers to the definition in 
FMC 74-2 for ADPE. On the subject of ADP personnel, 
A-ll, however, does provide guidance. For the purpose 
of budget reporting, agencies should use their own 
"work distribution system relative to ADP" or, in 
the absence of such systems, A-ll provides guidelines 
that can be paraphrased as follows: ADP personnel 
are those individuals connected with ADP or ADP- 


related support functions (e.g., ADP policy and 
management officials, systems development and oper- 
ations personnel, secretarial support, etc.). In- 
cluded are personnel from ADP user organizations 
"principally assigned to ADP support functions for 


the user organization." However, personnel in user 
organizations "who simply use ADP incidental to tha 
performance of their primary function * are not to b4 
considered ADP personnel. _ .... 1 . "'%*. 


4. DISCUSSION ' 

■■ ''Wi ■■■■ ''- T ’ ifM'ii 

The definitions of ADPE as presented in PMC 74-2 (with 
stated exclusions) and in FMC 74-5, are generally consistent.* 

We believe, however, that the FMC 74-5 definition is preferable 
for the following reasons: • . : 


a. FMC 74-5 specifically includes the gamut of 
peripherals, analog and hybrid computers. ‘ 


IB 


b. FMC 74-5 makes a clear distinction between general 
purpose and special purpose hardware that, we believe, is 
more applicable in the Agency environment. FMC 74-5 in- 
cludes , under ADPE, specifically configured, general 
purpose computers, whereas FMC 74-2 does not address 
this issue. FMC 74-5 excludes from the ADPE category 
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specifically designed hardware used for a specific appli- 
cation; FMC 74-2 treats this topic more narrowly, only 
excluding control systems and weapon- and space-related 
hardware . 

The definition of ADP personnel given in A-ll is con- 
sidered useful and appropriate for Agency purposes. 

The problem area in the A-ll definition is the inclusion 
of user organization personnel who are "principally assigned 
to ADP support functions." Disputes as to whether personnel 
should be described as principally assigned to ADP support or 
to analytic or some other type of support for the user group 
would essentially have to be resolved on a case-by-case basis. 
Ultimately, some degree of imprecision is probably unavoidable 
in definitions of this type. But what is clear from the A-ll 
guidelines is that "ADP personnel," by definition, can and 
do exist outside the confines of the centralized ADP service. 

5. RECOMMENDATIONS 

For purposes of ADP planning, budgeting, and management 
control in CIA, it is recommended that the following definitions 
be approved : 

a. ■ ADP Equipment 

Automatic data processing equipment (ADPE) 
means general purpose commercially available, and mass- 
produced automatic data processing components and the 
hardware systems created from them regardless of use, 
size, capacity, or price that are designed to be applied 
to the solution or processing of a variety of problems 
or applications. ADPE does not include specifically 
designed equipment intended for a specific application, 
or a component of a general purpose computer system 
which is imbeded in a larger equipment system intended 
to satisfy a specific application. 

b. ADP Personnel 


ADP Personnel are those individuals connected 
with ADP or ADP-related support functions (e.g., ADP 
policy and management officials, systems development, 
applications development, and operations personnel, etc.). 
Included are personnel from ADP user organizations 
principally assigned to ADP support functions in support 
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of others in the user organization. However, personnel 
in user organizations who simply use ADP incidental 
to the performance of their primary function are not 
to be considered ADP personnel. 
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